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EXECLTIVE CPOATE
FLNAL REPORT PHASE (
QU ICI( INSTALL-\T~ONS

Date ~nl :3, 1997

To KrISta Tillman. A\!P
BellSouth IntercoMection SeM~s

From James LaRue. Chief of Operatlons
DeWolff. Boberg and Associates

PrOject = ;706· BeU 6

PrOject LCSC (Local Camer SeM~ Center)

• ThJs DroJect Involves the LCSe 5 located in Blmlingham., Al and Atlanta., Ga . a.nd the
seT'V1ce support groups located at the downtown Atlanta Building

• The oroJect was authorized for a 22 week period • to start March 17, 1997 a.nd
complete August 15, 1997 We are working in the seventh week: and this is the 5.nal
report For more detail. look at project phases in this write up and in the "Summary of
Ftl1dings and A.pproach."

• The ;:''Jl"'';lose of the project is to a~lente O~rational Readiness Four key
,jell, ~lbles of this project include

Detail process flows that are validated. tested and measured
lmprove Tramitlg process that delivers qualified candIdates
DeUne key Performance i.odicators.
Enhance and install management operating system to effectively
m.ana.ge the Key Perlorm&n~ Indicators

• To summarize. the major benefits of this effort are:
Improved o,eraconal efficiency (reduce head count requirement by 5\)
E~ced service qUAlity to CLECs
Assures Openoonal Readiness to~ end of yea: CLEC forecasts
Significant ongoing expense reduction

To date, the program is ahead of schedule Pb.a.se I aetivTties (7 weeks) included
tl1Stallatlon of some "quick installations" initiatives thai began March 17, have been
cocnp Ie10ed and \Iw'lll fo rmally cl0 se out May 9



Detail. as a r~(ere:1-:e ::'CI"t :he :e:'1ter operated at'j 50 LSR's per hour (j -S per da\) at
:~e ~eglnrung orlhe :)rOlect BeliSouth has set a target of:; ij LSR's per hour (:3 LSR's
per da:-) Theoretlcai -:apaclt\ based upon manager's estImates. calculates to J :i LSR.'s
per hour (:: ,::Jer Ja\) Theoretical capaCIty IS based on the current ml~ and le\el of
automation The BJr,camental barner to exceed the target is that the input \olume IS not In
BellSouth's control In addition, to test the capability sbould not be done with It:-e orders
Therefore, '.\ hat IS needed IS a means to control the work input to test performance
(qualLtv. ser-1ce. and productlvllV) The hopper concept INlth a backlog of test orders IS

being developed Installed to enable to test current capabiliry ensurtrlg operatIonal
re.adiness

PROJECT PHASES - See "Summary of Findings and Approach"
QUick InstAllations· Weeks I through 7 - Phase I of the project INlIl foc'JS on
ga,lnLt'lg control of the work and establistung the correct management beh-al,iors ,
disClpll!1es
.\1ain [nstallation . W~ks 8 through 15 - Phase 11 of the project 'J.Iill foc~s on
teStlng the caoablliry of the group. and increase the requIrements to approx.:mate
theoretIcal capac:ry Installation of systems for controlling performance Scheeule
remedIal tra.uung
Adjust and FoUow L'p • Weeks 16 through 22 • Phase III of the project v.ill set
new targets (ralSlng the bar). Incorporating new products. perpetuating
perfor:7:ance and r:iakJng adjustments as required

PROJECT CPOA TE
Project IS on last ·,l,.eek of Phase I Currently, 12 items are in progress and 15
:te:ns are completed One Item betund schedule Have plan to recover In two
''''eeKS We project that by the end of Phase 1 all Items but prOject manage:ner-,t
,...,11 be Jone FIve Items are ahead of schedule In Lnstallation phase twO [n

sum.rr:ary. there are three organizations that DB&A is con~tratLng

1. Opentioas· WorkJng INlth Bill Bolt and the LCSC matlagement to gain
control of the worle by the supemsion s~nding more lime INlth the employ~s

and gemng a handle on fundamental volumes, production numbers, backlogs.
current employee skills, atld department c.1pabiliry

2. Support· Worlang INlth Eddie English and the support orguuzations to get
them clos.eT to the detall and focus on those actiV1t1es that affect the

. performa.n~ on the noor concentratLng 10 organization. slcills, and the hand··Jff
bef\l,een support and operatIons

.3. TrainiQI· Worlang ',l,.1th oarbara Ayers to upgrade the deliver)' of the trlJlUlIg
matenal. testJ.ng tbat matenal. update the content of the presentation. and
dramatically shonen the !earrun2 c"'icle for liNE atld more complex work

1. Opentioas - Oeuil Write L'p
Control or \\ 0"' .Steps have been ~aken to gaJJl control of the worle Two of :~,e

most slgru5cant i.eps are



I. Development of process nows and procedures to Idenllf.... the work
2. [nstallallon of a backlog control [0 manage worle '

-\11 :;lrocess tlows have been detalled Procedures are being tested.
Backlog controls were deSigned and Installed \l.!1th the front line supeMsion to
focus on fundamentals of runrung the bUSiness. I ~ backlog levels, distribution. rate
of input and rate of processing As a result, work has been redistributed for
balance of the workJoad and for improved cycle tlme The front tine managers have
begun to recogruze dlfferen~s In lndi\.idual performance (qualiry, smice. and rate
of productIon), by folloW'lng up every two hours \l.!1th every employee The data
collected on the backlog controlls sum.marized on a managers report each day and
reviewed W'lth the director Demon~rated a slgruncant improvement in
Bllinlnglum (LSR's!Hr) Atlanta \Iri.ll follow as volume picks up For further
detaUs, ~ a.n.ached find.i.ngs and a.pproach chart

:\fanagemeat Behavior! Discipliaes • Roles and Responsibilities were developed
for every level They were developed with Bill Bolt lnd his sufi' Identified and
lIsted current supemsory actIvities that were Interfering with performance
enhancement. l.n summary, a mAnager should spend 6 5 hours per day, (70%+ of
hJs / her day) should be spent on the floor with the service representatives During
the a.rWysis 12% of the supervisor's time was spent with their people We
estImate at this time that the supervisors are spending approximately 30% to 35°/')
WIth their people The rest of the day the time IS spent on other activities such as
adrrunlstrauve or actlvitles that the support organization should be handling To
help with the supervisory contact with the emploYell!s, new Boor plans have been
deve!oped, where the ser.ice repre~ll;..tives in a "U shaped" layout with the
su~r.'sor tn the rruddle Tiffany Ray has receIved the layout and IS prepanng for
;:":"l;:!ementatlon

II. Support - Detailed Write Up:
Force SiziDI! Fore<:aJt Feedback LAop - lim FreerTW\ IS responsible of
developing a force sizing model for the LCSC The model is an actiVity based
model that currently uses supervisory estimates to deternune the hours required to
complete the woric and the total hours requLred on roll to support tho~ hours
The variables associated \WIth the model are volumes, mechanu.ation Fallout,
reasonable expec;utions. lnd current productiV1ty levels The ability to model
different situ.1tions has been built In

For the short term, the focus IS placed on developmg the feedbaCK loop, rather
than ~mpletln8 the development of the forecast Volume to forecast is about ~ 0
20%, but resources &pplied are on wget to forecast Thus. the critical Lnf'ormatlon
needed is the capability of the orga.ruz.atlon as It IS currently crewed The actions
reqwred are to keep the capability abad of the actUal volumes coming into the
centers Such capability should be tested W1th the hopper ~ncept



Execut!l. e L" pdate

Project Schedule - The goals for the suppor! organization The goal IS to Insure
rhat BellSouth is prepared for Local Interconnections '.l<1th {h~ required processes.
5yStems. center organtzatlon. and skilled personnel The crnerla for SUCCess has
also been defined for hJs four suppOrt managers' resale. facIlity based, provisioning

mamtenance, and trairung The strategy ror catching up is to get closer to the
detail by getting on the floor A review rrl~ung to review the status of the project
schedule has been implemenled Need to compliment the detail available in the
plan

C~pability Issues - LCSC has hired resources to forecast the volume that is
forecasted to enter the centers The problem IS that these resour~s are largely
untested Since volume has nOt materialized, one aspect of the project is to
address the volume issue, but not to wait to be tested "";th live orders To do trus.
we must introduce a.r1lficial work volume Into the centers, to test the theoretical
capaclty Currently, Manha Jackson has assigned a driver to this proj~t A
method 10 unplement this project has b~n deslgned Action Item has gained
momentum and we are on schedul'e

3. Training - DetaiJe<1 Write Up:
Selt(tion & Screening - The fundamental sluUs required to already have for
LCSe candidaIes include visual ~rception '.>fnameslnumberslacronyms,typing
and reading Current scr~ning identities that service repre~ntatives should take
the GQT (General Qualificatloc.s Test) The L~ST Job Titlefrest ~atrix shows that
the CS-TAP is required to be taken by all candidates and keyboard tests (DEST or
CfT) are also included. The situation that n~s to be corrected is that we have
eX'treme vanance in the skill level o~ '"e candidates while in training The trairung
was not deSIgned to overcome those shortco:iUngs The cau~ IS tha.t some of
these tests hJ.ve b~n optional, and there IS a plan is needed :0 remedy this
situatIon
Interviews "";U be conducted to select candidates for I.JNE and complex work at
beg,mrung of training cycle

Count Materal aad Oaues

We panicipated in the c:ntire single line reslde:oltlal / business training Dunng that
course we identified improvement apportuni:ies that should be made in the
delivea. course CQntent, testing. mQdular tq,;~'\i. and seauenclni, the actual
traJrung content The unprovemems ident\r.~~ , re as follows

The current residential/business smgle line t~ l::'Jng took 4 weeks and 2 days to
conipl~e We have targeted to reduce this :.'!.:nl11g cycle tQ 3 weeks

Learrung cycle \Ir"1l1 be a~elerated to upgn.~~~ \I content and sequencing

J



w~ e'\pect to reduce most ot" these tlm~tables and use the ome for remedIal
trainIng

Tralrung questIonnaire IN1Il be Issued [0 the LCs.e representatives .... ho have been
~n the noor for ~ weeks since completing tra:!'1tng The questionnaire IS deSIgned
to pro\1de identlfy the areas that need further support on the floor, and were not
covered In training sessions Skills cham are being developed and ma.tntalned by
the \-1a.nagers to Identify for each Individual repre~ntative for remedial training.

and on the t100r coaching





I
I



Ii l
(lA

SUMMARY OF FINDINGS AND APPROACH

SI ...IU~· 1'\ \" (0"'''1( Ull

'" P/lOLIIt:.~

IH II IN PlIOGHt :.:.

PHA8f8 fOR DELNERABlfS

:EAS fiNDINGS t'fHWO~AI S
QUICK 'NSTAlLAHONS

PUASE'
INSTALLATION

PHASE I
AOJUS J .. t OLlOW-UP

PUASE III

TN

ut"~ 'Ut4\.YIt,.l)l"t.l.ilt'lll

'Ou{JlalW uP' IllllOUh",l ~ IU' ........-.....4 hll(

f'fk)()u(..1 $ AhO AU ........ " I ......

(Ott,......vv1 ........OV.. WIN.

OPt"" ......... t'MLtb\t: ...~

lOCuS un Pt", OHMN>IL'

IOfH'III'1...ux·tl.UU" ..t ..tLN....
l~kt~t ...tH'~

~ltME"' l..0Al"....... "HI•

II(\tftOPW",. "At-.. fUv""'"

QUAI & St"v OII'lLlu"t~..,~",C\

fOH......... Uf ~..ULtOUHl ~

~AUf tUHtt....A~•

ht lit ~ ....u". H. , ......Atft t , AI. H""~"·

'Met ~1""""1lIIt.AJt'~

lit ttOf"f"("IO~ <:.APeIlnllts I 1\5-1~ c....r....~,tf thR()u4...H Itjl

"'... "1I0U'S

-(;::-:- -.::- -1-'--1"'-' .... - - -- -----

~~.-fx:»t•• AClJC:Jtll t Wl,)HI,IUf(AII""..... ,... lu .......,.."·"·lIl

_~~~~-~~------_~~"f~1__ ~- ~ U~. ~- ~ ~ --=]_....•..:..--- .~:'~-
6"4 - - -- - - 0'4 O"A-

004- __~___ I~"JI. -_~_ 100·'"
~J

,ll\ .. ','"

- - - - - - - ~ - - - - . - - - . - -

.",.,.' .', ," I

.'JlIf ~.h' ,."'·,1 ... ' ",., ,.\' UI.", ~

, I ~ ," J '" •• •• J." . '" ". , ' .. " "

""t..... "r t ."t, •..•.' ... '> ".".',.M .
.- -- ----- ----_ ... -- -- ... --
tM \.IU'" HI. "",~

, .. ,t ,,,', h lilt. ~ I" '\,

I" ... '.· ... ,· "'"t·.·.

l't .. tl'" .'1" ..... _," "tl

l.~I .... ,.h. I ....... ~.' ~

.... ," ....tiJl '-{~"t I)U' £

"'O".... ~"UN ;.'." I,•• t. U ".\ "-,

LO,..'lI Il_

........ ".I'ftil/.·.·.". C·,'i".t'

____ w _

- - ~ - - - - - - - - - - - - . - - - - - - -

~,.,., ... ~ :;r;,,,,"l" ....H..... U1.t".-.. .. f'

I', .,.

OUl.\IIlIIt ..... tO tt )t, lAMll.Jlt """••::UtU

..o1".<:".t~f.

----------_ ... ----~ _.--

IltutHI~ll..IS euI""~

HttlM IO .... III_aU ..... 0AHlI ~

, ........ ':) ~'HvL C.....,f 0 ,..""' ...... ."... hL...

..tl02 ... 'UH W, ..nc::-c AhO ........ I.MI ....$ •••• , ... Ot- '1', .. of I ~"f •••• "\ ',U

.... OWI'..... I~ ot,..,& (.OHUH,I .... '.1' ·.M

,h.._:..OU ~'~t"N.uA'-o-.

............... :.

___ ~ .... ~_ ...... _ ... a __ ... _ ..... ...

~ .. l

'IU)CESS

POlAlhO

,--.

'tf SKIUS

~ ","U

O"MtHI

.llO.l:;ll

In.sONlCi

V)Qft

"'UllUlAnON



EXECUTIVE UPDATE
Frn'AL REPORT

PHASE I - QUICK RESULTS

Date: ~ay 9, 1997

To: Krista Tillman, Operations Vice President
BellSouth, Interconnection SeMces

From: James LaRue, Chief of Operations~
DeWolff, Boberg and Associatesr

Project #: 9706

Project: LCSC (Local Carrier SeMce Center)

• This project involves tpe LCSCs located in Birmingham. AI. and Atlanta., Ga., along
'Nith the service support groups located at the BeUSouth Center Atlanta.

• The project was authorized for a 22-week period - to start March 17, 1997 and to
finish August 15, 1997. We have completed the seventh week and this is the final
report for Phase I of the project. For more detail, look at project phases in this ',l,nte
up and in the attached "Summary of Findings and Approach."

• The purpose of the project is to accelerate Operational Readiness. Four key
deliverables of this project include:

Detailed process flows that are validated, tested and measured.
Improved Training process that delivers qualified candidates.
Define Key Performance Indicators.
Enhance and install Management Operating System to effectively
manage the Key Performan~ Indicators.

• The major benefits of this effort are:

Improved operational efficiency.
- Enhanced service & quality to CLECs.

Assured Operational Readiness to meet end-of-year CLEC forecasts.
Significant ongoing expense reduction.



Executive Update Continued - Phase I

L PROJECT PHASES

A. Quick Results - Weeks 1 through 7 - Phase I of the project focused on gaining
control of the work and establishing the correct management behaviors /
disci plines.

B. Main Installation - Weeks 8 through IS - Phase II of the project will focus on
testing the capability of the group, and will tighten the management
routines/systems for controlling performance. Increasing capability towards
theoretical capacity is inclusive of working at the right quality and providing
competitive service at the appropriate cost. BellSouth has set a target of 3.73
LSR's per employee hour (28 LSRs per day/employee). Theoretical capacity has
been set using managers' estimates calculated to 4.27 LSR's per employee hour
(32 per day/employee). Also, the theoretical capacity is based on the current
volume mix and level of automation. The fundamental barrier to meet the target is
tv.·ofold: the volume input, and the quality of the orders received from CLECs.
Both barriers are not in BellSouth's control; to stay ahead of the requirements we
v..i11 avoid testing the teams' capability through live orders. Therefore, what is
needed is a means to control the work input and the work mix to test performance
(quality, service, and productivity). "The Hopper" is a process that validates such
capability by having a ready backlog of test orders to supplement the orders
received. The concept of introducing test orders is being developed and installed
to ensure operational capabilities are ::..t::ad of the requirements.

C. Adjust and Follow Up - Weeks 16 through 22 - Phase ill of the project will set
new targets (raising the bar), incorporate new products, perpetuate performance,
and make adjustments as required.

n. PROJECT UPDATE

We are on the gila week of the proj~ Phase I is complete. To date, the program
is ahead of schedule. Phase I activities (7 w~ks) included most "quick result"
initiatives that began March 17, and bave been completed by May 2nd. Currently,
in total, 12 items are in progress, 15 items are completed, there are 5 items ahead
of schedule in tbe implementation ofPbase IT, and 1 item is behind schedule. The
item that is behind scbedule is the formalizing of the overall plan. We have an
action plan to complete this item in two w~ks; we ~ill complete the detail,
formalize it on paper, and incorpo;,ate it into the total project plan. During Phase r,
DB&:A approached tbe implementation of quick results through individual
strategies for each orga.ni.zation affected by the project. There are three areas that
were concelltrated on:



Executive Update Continued - Phase I

1. Operations Organization - With Bill Bolt we are developing the LCSC's
management to gain control of the work by having the managers spend more time
with each employee. This will enable them to get a handle on fundamental
volumes, production numbers, backlogs, current employee skills, and department
capability.

2. Support Organization - With Eddie English we are developing the support
organizations to increase synergy with operations by getting support closer to the
detail, and focusing on those activities that affect performance. Getting closer to
the detail means to give greater emphasis to the hand-off' from the support groups
to the operating groups.

3. Training Organization - With Barbara Ayers we are developing the training
organization by upgrading the delivery of the training material,
developinglinstalling/testing the material covered in training, updating the content
of the presentation, and dramatically shortening the learning cycle for lJ'00'E and
more compllex work.

m. Operations Organization - Write up of key details:

A. Improved Control of the Work - Steps have been taken to gain control of
the work. Two of the most significant steps are:

1. Development of process r."'ws. with proper methods to complete the
work.

2. Installation of a backlog contrQI tQ manage work.

All process flQWS have been detailed and are being tested. BacklQg contrQls were
designed and installed with the front-line supervision tQ fQCUS Qn the fundamentals
of running the business (i.e., backlQg levels, distribution ofwQr~ rate of input, and
rate Qfprocessing). As a result, the wQrk has been redistributed for better balance
Qfthe wQrklQad, resulting in imprQved respQnse time. The frQnt-line managers
have begun to recognize and act Qn differences in individual performance (quality,
service, and rate of prQduction) by following up every two hours with every
employee. The data coUe<:ted on the backlQg control is summarized on the
manager's report each day and should be reviewed with the director. A significant
productivity improvement has been demonstrated in Birmingham. Atlanta will
follow as volume picks up.



Executive Update Continued - Phase I

B. Management Behavior I Disciplines - Roles and Responsibilities were
developed with Bill Bolt and his staff for every employee and management level.
We identified and listed current supervisory activities that were interfering with
performance enhancement. In summary, a manager should spend 6.5 hours per day
(70%+ of his I her day) on the floor with the service representatives. During the
analysis period, 12% of the managers' time was spent with their people. We
estimate at this time that the managers are spending approximately 30% to 35% of
their working hours with their team. The increase in supervisory time is primarily
due to changing the focus of the manager from actually handling the work
(clarifications, difficult orders, etc.) to coaching employees to complete the work
themselves. This expands the managers' effectiveness. Currently, the remainder
of the manager's day is spent on other activities such as administrative work or
other duties required in a start- up operation. To help supervisory contact with
employees new floor plans have been developed placing the service representatives
in a "U shaped" layout (with the manager in the middle). Tiffany Ray has received
the layout and is preparing for implementation.

IV. Support Organization - Write up of key details:

A. Force Sizing I Forecast Feedback Loop - DB&A along with Jim
Freeman is responsible for developing a Force Sizing Model for the LCSe. The
model is activity-based allowing for the determination of the resources required to
complete the work. The current version of the model uses management estimates,
which later will be standardized througll observation. The variables associated
with the Force Sizing Model are: volumes (forecasted and actual) by product, level
of mechanization, reasonable expectations, and current productivity levels. The
abillty to model different scenarios has been built into the algorithm.

For the short term, the focus is placed on developing the feedback loop rather than
completing the development of the forecast. Actual LSR volume to forecast is
running about 10-20%; but the resources BellSouth has applied are on target to
forecast. Testing is required to keep the capability ahead of the actual volumes
~ming into the centers. Such capability is being tested by work group and by
product type with the "Hopper" concept.

B. Project Schedule - The goal is to insure operational readiness with the
required processes. systems, organization, measurements. and skilled persoMel to
handle/process orders competitively within established service levels. The action
items required for success have been defined fortby the support group managers.
The strategy for accelerating the implementation of action item initiatives is to get
support closer to the detail of the operation. A staff'meeting to revi~w the status
.. • ... - •• • - • - • .... •• • _I ... 1. . • "" • ..,.' •• :
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Executive Update Continu.ed - Phase 1

C. Capability Issues - LCSC has hired the resources to handle the volume
forecasted to enter the centers. However, the resource capacity is largely untested
since the volume/mix has not materialized. One of the deliverables in the project is
to address the testing capability issue ahead of the actual requirements. The
"Hopper" will test the capacity of the center by introducing artificial work volume
into the center. Progressively testing the theoretical capacity for an expected
work mix will generate real available capability for each team. Currently, Martha
Jackson has been assigned as the driver for this project. A method to implement
this initiative has been designed and is currently under testing. The action items
have gained momentum and we are on schedule to move from a testing mode to
implementation.

v. Training Organization - Write up of key details:

A. Selection & Screening Process - Some of the fundamental skills required
from a potential service representative candidate include: visual perception of
names/numbers/acronyms, typing, and reading. The current screening process
requires potential service representatives to take the GQT (General Qualifications
Test). The SST Job Title/Test Matrix requires that the CS-TAP is taken by all
candidates, along with keyboard tests (DEST or CIT). What needs correction lS
the variance in the skill level of the candldates while in training. The training can
be more effective 'With more homogeneous groups. Another part of the skill
variance results from some tests being optional. And yet the variance can be
improved through better planning.

There is a plan in place to remedy variances in the skill level of the candidates. The
training sequence of the different types of products should be based on the
individuals previous experience. Further interviews will be conducted to select
candidates for UNE and complex work at the beginning of the training cycle to
properly group candidates 'With similar strengths. Along this vein, skills charts are
being developed and maintained by the Managers to identifY each individual
representative for remedial training and on the floor coaching.

Page S or6



Executive updatt Continued - Phase I

B. Content of Coune Material aod Testing - We attended the entire single
line residential / business training sessiC'D.5. During that course we identified
improvement opportunities that should be taken advantage of in the delivery,
testing. modular training. sequencing. and the actual training CQntent. The current
residentia1lbusiness single line training look 4.4 weeks to cQmplete. We would like
to reduce this training cycle to 3.0 week.5. Learning cycles 'N111 be accelerated due
tQ upgrades in material content and sequencing of modules. We expect tQ reduce
most of the training timetables, and use :.orne of the time for testing and remedial
training. The training questionnaire is designed to identify the areas that need
further support from the training organi.z.ation and/or management. We expect the
training cycle for facility based orders to be reduced to one fifth of the current
cycle

Page 6 of6



.'
IH -lese
OA

,I." M.ty 2.1991 Wedll 0122

STATuSloHllN - COMPlETED!
-IN PROGRESS

SUMMARY OF FINDINGS AND APPROACH R£D-INPROGRESS

_I _PHASE~!~R DElIVERA6lES I

,.

/tEAS fiNDINGS PROPOSAI.S
QUICK RESULTS

PUASEI
MAIN INSTALLATION

PHASE II
ADJUST & fOLLOW-UP

PHASE ..

-------_.----------------~----_.----------------------

ES

-------_.---------------------_.~---------------------

IDENTIFY I\NO SCHEOUlE ..EI/I£.
~"HIUlR£I/I£Nl$

MOHI1OM,.n_, TO GI\IHS f'flOO

fOCUS 0tI P£AfClRMHlCf.

OflfIIAlING I'flO8l(lt5

,fOMMI'Ulf PROCfOUAfS

'Uf'GNOlJE fOllfCASl

OU""lY NfD SEII\IfCE 08J£C1I\I£S
NESUlIS

!If R£'S N«J",/lf0ft~fAC1Oftal'
,f(JftCE SIlJf«) UOOfl is

,COKIIHUOUS U'IlO\IfI/l£Nl

fl/l£HJ~AM) Of'IElOf'llENl
.0lM_~ OUA£S

fClU.OW Uf'~$10EHQI\OE JHE IF(lllOW Uf' llOUlMS 10I:~ JHE

---------------------------------------------

------------------_.-------------------------

-----------------------

---------------------------------------------

,.mult HOPPE" 10 _0111: UoI'-.fIlfSI
I
£S1-CAl'A8&Irt tHROUGHHOI'f'£JI OfIIlfflS

---------------------------------------------

SUMMARY

1.11).... ' ••",."",,'.("-&1

. ";":.", "I :.. ,I ~l"'~' \ .,. '( I : 01)

•. , 1__ I·f )t; •

.a hit ~·'I ~ II. 1"""'1"1""

i(~~.;,,:t\.tUd.-., (ill I hl.-

1: ...:;llh~ Ud'(o..:J,.Ji: ~ 'J"IL-: t.4t..;..tu... ~.;

I': \·t l("...· Atf';-;t. f~

l:"t\olJ" tlJu:.....:.· ..... 4 h ,',

------.---------------

--------------_ .... ------

....) "ju...);,. ;h:.~".;:~' :h o' h .'1 , I':~.I

~ciO ....r«, •• t:.·,<t: '011'1/' . I ,·;ll·_':t ~ ...

' . .; ....~t.lOSI r...'t 1rti\,J··"t,.·U itt..;"".;-",;

'LutHI:> tAIlS. Bul AlOUllCl5

..cAS s.NlRC.1 .....0 ...1£GoftAIE 0

·,,,u

IllUS lO ••1£........,f UPGHAOt:>

,ALI':'" 0". Ittt,: fLOOR ~uPPOf(r~

vl\lUAhOU

.tto~lItn(f'OCf... (tOIwNfO$AMPt.flt I·:.:. ........ , .'rltC...,I.......~.(T ...~ t .. ,:,., ~'.\..'"

----------------------.--------------~-------

----------------------

......OUl'll It 1 - OflIllUI'.

LlhIt ..1

--------~-------------

I-A'G/UWtS

"E~

/ SER\IIC£ t.otfffCtlY£ _ASUfl£$ I •••h·»' Ii: , ....:... H··A L: ..

.NO

MEN' • A'-"~ ~UhJCJuRfD PAR11CIIP,..,ltON I 'l·JU· ..... · c:::.., ....... lo..~ I/;Y~ :t.

...T t.A$Sl~( ..~~NfIfOUOWUP 1.··J.-.C ..HlI•. ,1.:",'.'>I,'

ITLJlAllOH IJOClJfIIfHlfO I~· _LAIIOIlWl':>l£D

IPERAllNO

-~-----_.----------------------.----------------------

EE Sl<1l15

-------_._---------------------~----------------------

1ft

liMOS)

·ROCESS

0-1.

O....P~ 511!N91

6·,<.

tlEtIlNO 5CtifOULf ~. I>·I. f- 0"1. I 0% I
NOTs~ 0·.4 25% 100%

ICOMPlE fE I 1111"/. I



EXECUTIVE UPDATE

PHASE n- MAIN INSTALLAnONS

Date: July 8, 1997

To: Krista Tillman, Operations Vice President
BeliSouth, Interconnection Services

From: James LaRue, Chief of Operations
DeWoUf, Boberg and Associates

Project #: 9706

Project: LCSC (Local Carrier Service Center)

• This project involves the LCSCs located in Birmingham, AL and Atlanta, GA., along
with the SeI\l1Ce support groups located at the BellSouth Center Atlanta.

• The project was authorized for a 22-week period - to start March 17, 1997 and to
finish August 15, 1997 This is the status report for the end of Phase II of the project.

• The purpose of this project is to accelerate Operational Readiness. Four key
deliverables of this project include:

Detailed proces;) ~ows that are validated, tested and measured.
Improved Training process that delivers qualified candidates.
Define Key Perfonnance Indicators.
Enhance and install Management Operating System to
effectively manage the Key Perfonnance Indicators.

• The major benefits of this effort are:

Imp~oved operational efficiency.
Enhanced service & quality to CLEes.
Assured Operational Readiness to meet end-of-year CLECs
forecasts.
Significant ongoing expense reduction.
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I. PROJECT PHASES

A. Quick Results - Weeks 1 through 7 - Phase r of the project focused on gaining
control of the work and establishing the correct management behaviors I
disciplines.

B. Main Installation· Weeks 8 through IS - Phase II of the project focused on
testing the capability of the group, and tightening the management
routines/systems for controlling performance. Increasing capability towards
theoretical capacity is inclusive of working at the right quality and providing
competitive service at the appropriate cost. Theoretical capacity has been set using
managers actual observations calculated to 3.98 LSRs per employee hour (30 per
day/employee). Note; the theoretical capacity is based on the current volume mix
and level of automation. "The Hopper" is a process that validates the center's
capability by having a ready backlog of test orders to supplement the orders
received. The concept of introducing test orders was developed and successfully
installed and is currently being used to ensure operational capabilities are ahead of
the customer requirements. (see current results and capabilities)

C. Adjust and Follow Up • Weeks 16 through 22 • Phase III of the project will set
new targets (raising the bar), incorporate new products, perpetuate performance,
and make adjustments as required. Also, we expect to continue to make progress
in alleviating fundamental barriers that are not in BellSouth's control. The
fundamental barriers are the lack of predictability ofwork volume input, and the
lack of completeness (quality) in the orders received from CLECs. Therefore, the
continued use of The Hopper will be :.~eded until better forecast from the CLECs
is available. Also, a process needs to be installed to provide feedback to the
CLECs about their level ofincompleteJincorrect orders. LSRs with incomplete or
erroneous information make it necessary to request for clarification thus delaying
the processing time and increasing the amount of rework. For example the
percentage ofAT&T and MCr LSRs needing clarification the week of June 25th
was 64.6%. The average number of times these LSRs were sent back in order to
complete the processing was 1.7. This high level of clarifications suggest
improvement is required in the CLEC's preperation of the LS~ (Local Service
Request).. The amount of time that is required to process an order including
clarification is more than twice what it should take at standard without the rework.
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ll. PROJECT UPDATE

We completed the 15til week of the project on rune 27t1l
• Phase II is now complete.

To date, the program is ahead of schedule both against schedule and in results. All
of the scheduled items are completed (32 Key items). The remaining 16 activities
in Phase mare in progress and expected to be completed on or ahead of schedule.
For more detail, look at project phases in this write-up and in the attached
"Summary of Findings and Approach."

There are three areas of concentration:

1. Operations Organization - Along with Bill Bolt, Tom Moran, and Bill
Thrasher we are developing the LCSe's management to increase the control of the
work by having the managers internalize an employee follow-up routine. This will
enable the managers to shift work where required, identify operating opportunities,
maintain volumes, production numbers, backlog status, current employee skills,
quality and service levels, and department capability.

2. Support Organization - Along with Eddie English and Diane Chang we
are developing the support organizations to continue to increase synergy with
operations by aligning the organizations under singular measurable goals.

3. Training and Development· We are developing a new training
organization that is responsible for the employee's continuous development
process. There are shared responsibilities between the support and operating
organizations for the management of ~:;.: process. However, key employees
responsible for continuous development will report directly to the heads of
LCSC's operations and support. This enhancement in training is geared to
further accelerate the preparation and delivery of training material,
developing/installing/testing material covered in training, updating the content of
the presentation as enhancements to products are made, and dramatically
shortening the total learning cycle for all employees.
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n. Operations Organization - Write up oCkey details:

A. Improved Control of the Work

Phase I, (Quick Results)
• Process Flows were developed to define the proper methods to process work

and Backlog Controls were installed to understand and control work volume
levels.

Phase D, (Main Installation)
• Process flows have been validated and tested to ensure quality and accurate

processing. [n addition., work instructions have been prepared which provide
step by step instructions for order processing.

• Backlog Controls were enhanced to measure Service, Quality and Cost. Cost
factor is measured as LSRs I Hour. Quality is measured by two methods:
Percent First Time Quality and Service Orders pending on the Questionable
Activity Report. Service indicators are measured by the gross cycle time of an
LSR and the speed in which Service representatives answer the phone. A
Director's Report has been installed that summarizes the key operating indices
which are reviewed daily by the Center Directors.

• The Order Tracking System has been enhanced to provide greater definition to
the types ofLSRs being processed and the reasons that LSRs are going to
clarification. The Order Tracking System is also providing data on processing
duration and clarification duration.

B. ~tanagement Behavior / DiscipliucS

Phase I, (Quick Results)
• Management Roles and Responsibilities were defined and work area layouts

were designed.

Phase D, (MaiD Installation)
• The percent of time that the Managers spend with the team members continues

to increase. The supervisory time has mcreased from 12% of the manager's
day, :measured during the Analysis; to 30% at the end of Phase I, to about 65%
currently. This increased supervision has improved first time quality and
service demonstrated by a reduction in escalation's by as much as 1/1 at the
AVP level.

• A Ccmtinuous Development Process has been developed to highlight and
address employee training and/or skill deficiencies.

• The new floor layouts are implemented into the 14th tloor, in Binningharn.,
where the LeSe operations will move August 17th. In Atlanta, a new work
area layout has been implemented for some employees, the remainder are
awaiting a decision about a possible relocation of the operation.



c. Quality, Service and Labor Utilization

In Phase I, (Quick Results)
• The Hopper was developed, preliminary work estimates were developed and

an approach to measure quality and service was established.

Phase ll, (Maio Installation)
• The Hopper has been installed and is being used as a work simulation to

evaluate Service Representative performance (Quality and Productivity)
capabilities, and as a supplement to the workload to enable the managers to
meet performance expectations.

• Work to Time Relationships (RE's) have been established for each activity that
the LCSC currently performs.

• Quality measures have been established and will be measured by Service
Representative. There will be two quality measures, First Time Quality and
Orders Pending on the Questionable Activity Report. First Time Quality will
measure the ability of the Service Representative to process an order, error
free. Orders Pending on the Questionable Activity Report will ensure that
orders are cleared on a timely basis when and if they have errors. Reformatting
of the Questionable A~tivity Report is complete.

• Service measures have been established: (See S~rvice Indicators Chart)
Order processing duration is measured in hours from the point of
receipt to finn order commitment time (FOC). In May average
duration was 56.9 hours. First week of July average duration 30.9
hours, a 46% improvement.
Percent ofLSRs processed within 48 hours in May was 50%, the
first week of July was 76%, a 52% improvement.
Percent of calls answered within 16 seconds is about 90%. Trend
from May through June has 5% improvement trend.
Percent ofcalls abandoned is about 17%. Trend from May through
Iune has a 23% improvement trend.

• The Service indicators demonstrate a significant improvement and are currently
meeting reasonable e'tpectations. rn Phase mnew targets will be established.

• Productivity has improved 74% since first two weeks ofProject, as measured
in LSRs processed per hour. (See Three Part Graph - LSRs Per Hour)

• When measured by SOCS orders generated, the Productivity improvement is
94%. (See Three Part Graph. SOCS Orders Per Hour)

• From March 23rd through July 6th, SOCS orders generated has increased at a
rate of 12% per week. (See SOCS Orders Generated Graph)

..



IV Support Organization

A. Force Sizing I Forecast Feedback Loop

In Phase I, (Quick Results)
• An activity based force-sizing model was developed.

Phase II, (Main InstaUation)
• Defined and began tracking key forecast indicators by Resale, UNE and

Complex.
• Changes made to Order Tracking System to provide more definition to types

ofLSRs being processed.

B. Project Schedule

In Phase I, (Quick Results)
• Defined what a Project Schedule should be, developed fonnat and defined Key

events.

Phase U, (Main Installation)
• Project Schedule developed with appropriate level of detailed activities to

focus the actions of the support organization and better insure they are
working on the appropriate items.

• Schedule dates have been developed to better communicate expectations and
priorities.

• Structured weekly staff'meetings have been installed with status reports and
status to schedule. It also gives them the ability to get assistance on items that
may be in danger of missing scheduled due dates.

C. Capabilities

In Pbase I, (Quick Results)
• The Hopper concept was developed to enable anificial work to be input in

order to test capabilities.

Phase Jl, (MaiD IDstaUation)
• The Hopper has been installed into the LeSe operations-and has provided the

ability to not only tests the departmental theoretical capabilities but also the
individual Service Representative capabilities.

• Current staffing and demonstrated performance place the LeSe capabilities at
2065 LSRs per day. In the month of June, 23% of the work force was either in
training, absent or on vacation, tberefore the true tested capability of 1590
LSRs per day is more tban twice the current level or work seot in by tbe
CLECs. (See Capacity Graph)



• The current level of processing stands at 742 per day (June Average). In June,
10% ofthe LSRs processed were test (Hopper) orders.

v. Training and Development

A. Selection & Screening Process

In Phase I" (Quick Results)
• Definition of skill requirements was defined and appropriate testing

determined and installed to screen for these entry-level skills.

Phase II. (Main Installation)
• The expectations of a functional Service Representative were defined. A site

visit for all new LeSe candidates 'Will include a review of performance
expectations (Quality and Efficiency).

B. Content of course material and testing

In Phase I, (Quick Results)
• Developed comprehension tests to validate learning process and instituted

some changes in the delivery and content of course material.

Phase II. (Main InstaUation)
• Developed work simulation evaluation using the Hopper to appraise Service

Representative's capabilities (Quality and Efficiency). Creating a Modular
Training agenda for Single Line R.c3ale (DOE) that will reduce training time
from six weeks to two weeks. For a few who do not pass the work simulation,
there will be a follow up instruction for three days. AU the modules have
comprehension testing. The comprehension testing will be administered prior
to the training and after the module has been delivered.

• Modular Training Agend.!.s need to be prepared for the other order types next.
• LEO training module format, content, and delivery has taken place. LEO

Module developed to increase capacity oflCSC to handle AT&T volume
received through LEO. From beginning to end. the development of the
module through the delivery of all Atlanta persoMel took three weeks.

• Results, oflEO training in Atlanta:
Prior to training in late May. the Work in Process bucket contained
217 PONS. After training on July 3rd. the Work in Process bucket
contained 46 PONS. only 4 ofwhich required management
attention.
Percent of AT&T LSRs processed within 24 hours improved 7%,
(890tIo to 95%). (See AT&T FOC's under 2~ hours chart)
LSRs per hour improved 890tIo. (0.90 to 1.70 LSRs per Hour). (See
AT&T LSRs per hour chart)



PHASE m (Adjust and Follow up)

• All Phase mitems are in process.
• Phase mKey Events:

Formalize system procedures developed and installed.
Implement Service Representative Continuous Development Process
Develop CLEC evaluation method.
Further increase LCSC capabilities.
Develop compliance ~udits.


